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RAPJD TRANSMITTAL OF mm«%nun REPORTS AND CUSTOMER REACTIONS r

The problen faced by the Iwi;'enCy FPisnning Group in the routine in-
telligence field comes under tk?ee beadings:

a. BSpeed of proceasing, t.;..klng advantage of new technology;

b. @uality of repurting, ﬁimissi.ng submarginal information -- and
sources -- at the earlizst ;pam%}b.l.e stage;

¢. Tailor-made diasmimt:ﬁlon to ketp analysts from delng flooied
with msterials not pertinent ba?their work.

These facets are iaterrelaiad» Processing deleys in getting raports
to customers breed additional d;lay:s in getting reactions and evsluitions
to the colleztors. The hﬂlfmli%e of informmtion is short; loss of intereat
in it due to time lag pioduces iach of interest in improving the source‘s

- production.

If we are able sigr:.ifica.ntiy to cut the number of processing sieps
and their aggregate tim:, users : wil)l better recognize their own interast
in furnishing feedback to the ¢$Lléctor. Collectors wili appreciate this
timely interest 1n thelr cpemtf;ms, and case officers and sources elike
will be encouraged by the speead I.:itb whiciy their materisl vas ha.ndlm and
the interest Washington hee takqu in it.

Speed and quelity are partivularly ciosely intervwoven 1n the fieui
of marginal or submarginal repoﬁaing. If users cen let the collecter

know quickly that certaia materipls are volueless, operations can be
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effectively re-directed or stopted, freeing field manpower for more con-
structive enterprises. 1I7 the‘éisaﬁvery of lack of value i{s delayel, or
not communicated, operations go%ou Indefinltely, producing nething, and
the Agency's beet asset, its préfeasional manpover, remains tied up in
them. ;

In late 1958 the DCI appoiéted & planning group, representing all
elepents of the Agency concerne;, to recommend a4 communications rnd re--
porting syetem for CIA which wa%ld reault in & speedieér and more efllcient
flow of reporis to the using anélysna. The proposal below has been de-
veloped by members of thals planéing groupy. It is déaignad tc cover a
fairly 1limited nunber of CIA re?orts in the eariy stages of iis opera-
tiona. It is als¢ designed, ha;ever, tc be expanded to cover a larger
percentage of CYA reports and p&esibly even the reports of other intelii-
gence sgencies if operating exp%rience proves that these steps may He

desirable.
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: System of Reporting

1
As a result of rem*mnemiatlians mede by the President's Board of
{

The Need for s Mor® Expaditious

Consultants on F‘oreign Int vellig&'nce Activities {the Hull Committee), the
President has directed ih inte)xigmca community to establish a system
for the repor‘h25x1%2§@.tica3 mtelligwn@e within speeds approaching tes
minutes. The-%%ﬁiﬁs been dealgned to meet this specific

tagix. ln devising the -sya‘;m, however, . the Critical Comminica-

tions Committee advanced, and ti‘e U31E spproved, the view that for any

system of reporting of iﬁ.‘t!.?.i(.?&l% intalligence to achieve maximm eff{clency,
it was essential that thers be én iner-aeed flow of more timely bhackground
ﬁaﬁa. azainet whick to asse2as iti*rma of oritical intelligence.

In view of the emerging ca;abili,t;f ef the Soviet Union in the field
of guided missiles apnd “ha geneifal spesd-up in the field of weapons and
commnications, the DD/ tme sejt 83 & zosl the establishment of a report-

ing system in the intelilzence tmmuriy wviiich will get substantially gll
|

intelligence information Lo ;hel enalye: within twenty-four hours after

the preparation of the report ip: the fleld. Commmlicetions and otber

mechanical techniques are suffipiently asdvanced to uske thbis & Pengible
goal.

‘Before developing = system that can include the reporting of the
entire intelligence community, 1 1s vacessary that CIA develop a systen
for its own reporting that wi.ll“ move toward the schievement of the

twenty~-four hour goal. 7The experiscce gained and the teckhniques devised

in the development of this in,tc#'na.l system might well provide the tapis
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the cewainder of the intelligense

At the presspt tine informi-icn iz received by inteillgenes sraiynis

ovir an exseuded pericd ¢f time

aiter the event being reported. Scm

Lriorpation Le vaceived in a ragter of hours or days from the FRIS ard

1
the cabled reporte of ciler 1"&‘1‘*»1‘&133:5}; sgencles, including tne Clandestine

I
Sexvices of CIA. The tulk of ’qzee oformetion, however, is received in

|

dlipateh or report form cver ssveral weels or months fo liegwing. Fer

|

excaple, Clandestine Zem Loes pruached eports, accordiog to a recent

I

twe-day sappie, resch Lae &.aaly&.fm“ derke on an average of 34 days atter

thelr scquialision in toe Pleld.

the desived patierns of the rec
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The Volume of Reporting

In 1954, the Clandestine $rrvices disseminated 35,000 reports,

of which 3,500 were This f'mlmne a3 increased every year cinda,
_ »

In 1958, the CS disseminsted ower 51,000 reports, of wvhich 1%, 000

S

were - These flgures, over fibis S-yesr period, represcnt incresses

of 47 per cent in the total magper of reports and over 300 per cent
in the mmber-disamim.md. This volume of reporting -- even

supposing it to be wholly desin
available facilities, peraonuel
outorovn tha Agency's ability 4

dence of this is to be seon inp |

jble ~- imposes grave stresses on
end procedures. It appears to havt
: handle sad wse it effectively. Evi-

felays between the recelph of informa~

tion reports at Headguarters anf their delivery to customers such a:
those reported above,
C3 reports laterally disss# inated iz the field somesimes reach
other agenc:.es and departnents §n Washington through their chapnels
appreciably soconer than thrmugh‘ S3A. In scme instances, cother sgen:ies
and departments have disseminatdl information teken from CIA reporta
in their own publications befog the Agancy received its om copies .
Customers complain that they redeive too wany reporta they do not
need, and that they fail <o mc.q lve informtion they do reed. The
limitations of collectiin mechssfisms agide, collecting components v
tort that custamers fail to mokd their nceds kaown through clearly
paresed, up-to-date requirementd and sucstentive evaluation of repoyts.,
A lack of commnication betweet. fhie two elemen:s is evidanﬂ

$ 6
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The Guidmnce Factoxr

Adaguate guidance would ¢

these respects. It would infog

e

mich to Lm:pmorve C8 repurting in el .
1 the field == pramptly and. frequencly

~- what the commmity vants, agd thereby ensble the collector o

concentrate on acquiring that 1
reduce the mhne of reporting
materisl. could Le handled more
which argues that formsl Requixd

is to be procured. Phis is g te sn extent:

information which falls vithin
will gend. ﬁ;, in.

formation.

In dolng this, 1t wouls

- end this Gmeller voiume of better
(peedily. 'There is & achool of thovght
fments alone dictate what infomation
anyone procurding

jhe scope of a specific recuirement

But this does noi in practice limit the procurement

of information vhich i3 not ve
barely so.

The hman reasons are s:
requirements.
vhich may beaxr on his subiect.

He writes loocaiy

«ansive tc needs, or which is only

e: &toneendisthehunswwiterof
f in order to cobtain all infoz‘mation
At the otaer end 1s the field case

officer, He will find sane baq.lng on dane requirement in almost

anything. 7The “"Initial Remetic
intended to supplement recuira

a8 new form of rapid, frequent,

3" proposed in the present paper are
its and substantive evalunations witl:
.tical appreciation of protiuction,

~and thus aid in establishing ccojunications betveen customer snalyst o

and producers of information.
The DD/P has set as & goal
of volume reporting below the 1

gence community, through tie Jjudl

available means.

lhe weedirg ou:, at ¢S field statiors,
el of significance to the intellf-

b cious spplication of these and other
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Synopsis of the Proposal
The cycle of the priposed system ccnsists of the following eli:ments:

a. Reports are tjpad at the f1eld station in - on & Flexc~ 25X1A2¢g
writer with a tape by -product.

b. After mechraical enerjpting, tape is forwvardsd to Headquarters
by unaccompaniéd rauch or, as KW-26 equipment becomes available, by
electrical means.

¢. After mechanical decrypting st ‘the Hesdquartars 'Signal Center,
¢lear tex’ tape 18 furriched tha Cable Sacretariat.

é On a twin %xﬁ%z@“l’“‘
mﬂically_ typed in - g4 carbons furnished to the sction desk.

¢. An OCR document snalyq: assigned to the Cable Secretariat placass

Flexovriter, the clear text tape is auto-

appropriate ISC codes ca the mgi, together with an indication of tha dis-

senination normally accomplishei by OCR. Simltaneouﬂg, the acticn desk
reviews its copies, adding epprppriate release and dissemination ipetruce
tions and making minor correctipns. A ccompleted copy is feturn;d to the
Cable Secretariat. 25X1A2g
f. The fully ISC cofed, rfleased, corrected, mnd cs-_numberea.m
then run off for external and ifternsl distribution by messsnger or elec-
trical transmission. ‘
& Initisl Reaction Sheetf (see Attachment A) are filled in by
analysts with substantive inter¢sts, and returned within three working
days to OCR.
h. The Machine Branch of IR procssses incoming Initisl React:ion

Sheets on punched cards. Listaof Requirements are processed in the same

Sanitized - Approved For Rsﬁa‘ig :"CIA-RDP67-00896R000100150005-3
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manner. Reproduced dacis of%hem cerds go to the Machine Branch of R1D,
Dn/P. .

1. OCR furnishes HD/I 1§tema1 dissemination and documens processing
offices with aﬁproprlataly org?m;zeﬂ tabulations of anulysts’' rea:tions to
disseminations they have mc@ivad {Queation 1), and lists of ISC zod ing
proposed by analysts which m not, foreseen in the initial coding process
{Question 8).

J- Meantime, the Phrhi.m Branch in the CS has punched cards of othes
informstion, such as report méuberl, projects, aources, originatirg sta-
iions, appraisal, subject, et.cf,. Upon receipt of the cards made from Initial
Reaction Sheeta, it procasses f;i,hue mi tranemission of specifically pert{-
nent tebulations by pouch or tzj@aletupc to the rield, vith copies te the
desks snd Staffs concervad. |

[

v A piiot mdel of this ﬂyu;im can be promptly estabiished with the
25X1A6d _ Based on expsrience with this wodel,
the whole systein can then pe a&aptad. for use elsewhera and particulsar
features spread out to cover C$ reporting across the board. The 1ssus of
vhether and how to apply the sjst;u;x to customers in other Agencied can
then be worked on piecemral.
There 1s no mechanicel mn,lan why the full cycle of reporting to the
|
customer, and return of i.ni.ti.a.’éi_ custoner reaciions to the fleld, neoad take
longer thau ten working days, ﬁ’ unaccompanied pouch is used, and lews if

tape is transmitted by elsctrianl means.

Sanitized - Approved For Releasé’: CIA-RDP67-00896R000100150005-3
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Processing by the Fleid ﬁgﬂ ts Off ¢
The formmat or tne repoﬂfsn t2 be ured by the field ststior e o ds 5 &
promise bebween the sable sn?&-. the present dispatched Informat {on Feport.
The iatention is o provide t means by whick the 1§ imt, typing of ibe
report remaing the onls one fjn t2¢ vhole process  unlogs sztensi e ri-
writing, and thus reLysing, iecmmeﬁ atcesaery. To achiasve this, thae
field will use the formmt oI the fesdquarters - ab initlo for tnis 25X1 A2g
method of repurts pmm:samgé o 25X1A2 g |

A n dletioetion ‘o f‘a:mi;‘:m betvaen a Teletapod - and g crbled

- the original typed ia iéw Fiell will be covarsd by the Opelwtlonai
and Source Cover Sheet which @ normal.ly attrched to pouched Infirmstion
Reporis. Use of these forms *::%11 S#nre a rcmplete sepurstion of dig-
serdnuble information frﬁm ah athar,

Typing tekes plece c¢n o fﬁ"le:mwr ter aceording to e fixed forimt
embodled in a Manuel. [he f‘aitmat should satlisfy local diseemination
neézm a8 *wgll as thosa of E‘iesz.{ quarters. The station 1% free to tske
advantage of the various mcb%nica:, features of the Flexowriter waich
mf*mit automatic typlaug of st*ndm informetiorn, cod ioftial typiag in
draft followed bty sutomntic fi asl typdag. Skilled cperators wilil S0
obtain optimum result:.

I any event, tiw: yinel éypinég of <be Operaticnal and Source Cover
Sheet, and the -:.s med 2 wdh the Gipe punch oa. The finisher. tape
is then given %0 the nt@tﬁmm’ﬂj Sigral Conter for conversicem to an en-

crypted tepe.

Sanitized - Approved For Releasé : CIA-RDP67-00896R000100150005-3
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Confirmation Copy

In the subseguent prroces?

jng of the tape, the registries tolh in

the field und at Hemimfm?tgrb $re Lypessed. In order to satisfy the

records needs of both, woe mone

dispatch by pouch, and ti-eat if

the original typed copy of tha 'l'ezit.cjr ape

ir the same panner es any other di:-

patch for records purposes. TR 1 confirmation copy would also be ised

to back us up in any situmtim

in vkich tape is logt {no such evesr bas

occurred to date). Newdiess t¢ say, carbon coples of the original

typing are used in the f eld f¢r the station's ?ile and dscumentet .on

puwrposes. It appesxs odrisadle to use sue same metbodl (n the Tele.ape

reporting process.

. 12 .
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Processing Upon Arrival at Heidquarters

AMequate; prsmenger
‘upon arrival
RID. The tape is merely loggpd as & wsit and moved by hand to ths
Signal Center in L Building wjthout delay. There mecharical progsssing
produces a clear text tape. Ja the %1&@ process as we have tosted

‘ements exist for the mmnni of Teletape,

to

it 8o far, this clear text tage 1s delivered to the Division for arther
 hendling. Yor the reporting j
directly by dwsb-waiter upstafre Lo the Ceble Secretariac.

Arposs, however, we propose that it 20

Sanitized - Approved For ReF sadé ~CIA-RDP67-00896R000100150005-3




R

Sanitized - Appraggd For Release CIA-RDP67-00886R000100150005-3

Procossing by Cable Sec mswmﬂ
The first im W appenr m & TOpaTLE ‘Laper will e the noe-
dissenminsble Operational and &Mrw Cover Sheet. The typist in to.
Cable Secretariat will place mhea oi’ thage sheets, Q‘ith the number «of
carbons reguired by tiw m.'vmﬂﬂ, wn hey Flexowriter ami automaticonlly:
type Lhls portion of the mm:ia‘i” Tie mechine stope at the end o7
25X1A20 ihe page. Thae typj.st s heen pust a- wat, with three «r four car ons,
ipto the machine ems.i Mag guen a&tm&tin typlag of the &wsmmable T -
tinn of the repori.
The Cable Secretariat ﬁ!&* ins _}_h_r_-ggvi for trestuent as 25X1A2g
depcribed below. The ‘o;'»zr?timfs\a.i and Scurce Cover Sheet and carbe:s,
25X1A2g  and uoe cervons of tne [ tz.jm fwrnisted by messenger to the

Invision reports office hizb lm actice gn the report.

C b
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Processing by the C8 Areas Divi

.8 laon

Incoming reports are seréened by the reports officer concernad to

separate immediately releasab
writing.

Normelly, immediately rel

e material from that which requires re-

2asable matsrial will be nandled fi-8t.

It will be given a {8 ruport nmber end the distribnticm wmimed The

copy used in this review m,,u‘

then be relessed by the Division m)ortn

officer and Porwarded tc the dable Secratariat wﬂh an indication of

the oumber of zopies :"equima

n the i)ivmiou for the purpose of internal

C8 distribdution. Minor correq.ions, if indicated by the Division, can
be made eithgr on the finisheqd - mal, or by sutometic retyping from
the original tape in the Cable Sscretariat.

Msterial vhich must be rermees:w prior to dissemization vill be

retyped in the Diviston oo & niw Il mst. Tats ie then furnished to

the Cable Seerctariat for dimk‘minam(m. This will cause the destruc-

ticn of the original mat by b

intervals, a membar of the Reqyirerents Staff revievs unreleased

Cable Secretariat. At raasonable
25X1A29

at the Cable Secretarist and igquires into the causes of unduas deliys.

Sanitized - Approved For ReF :ase * CIA-RDP67-00896R000100150005-3




Sanitized - Approved For Release : CIA-RDP67-008@R000100150005-3

Simzltencous Coding

While this review procesa%
document anmlyst, statioaned af;
pertinent ISC mmibers {probsbl,
Ccde) to the report. and noted

m

takes plece in the Divisien, zn OCF
the Cable Secretariat, has assigned

- fram the new, revised varsion of tae

thea on the[Joat. Ee nas also 1pas- 25X1A2g

cated the disseminaiion the refort should receive beyond that assizned

by the C8. AlL run-off zoplesi
dissemination, ané po procsasl

cocential steps at thia stage.

will thus bear the code gumbers and

be tlme vas lost by injecting these

As soon & the release cofy of the e received fram the Disi- 25X1A2g

sion, the Cable Secretariat ty
ag amendmen’.g to the gtasdard

tions in tie text can also be !

s the CS rmumber on the mat, as welli
P8 distrivution ladder. Minor corre:.

jeken cere of et this stage. 'ma. 1s 25X1A2¢g

taen run off in the requisise pumber of copies for intermal and excer-

ml C8 Hsseminstion. Courier

now cugbomary distribution of

distribution takes place alomg with the

 abled - 25X1A2g

It 18 possible at this sigze te teke advantage of wuie availab.e

clea. taxt tape which -mn used

relsy the report eleetrically 1

in the satamtic typing of we.m 25X1A2g

jo customars., The chances are,howvevar,

the: wntil KW-37 equipnent hac&nes avzilable this typs of processiig

will be limited to offices vhi¢s bave the essential equipment now

funccioning, i.e. essentialliy
- electrical dispeminebion to O]

| .16

h
it e ¢

We conaider it desirabie %o male

[ in ordes vO ecquire the necessary

-

Sanitized - Approved For WP67-00896R000100150005-3




Sanitized - Approved For Release : CIA-RDP67-008g$R000100150005-3

operating experiencz rgrinnt $ae day when it may be neceasary or r.&e
sirable to make extenrive eledtrical disseminatior to w wide racg: of
custonmers.

For detells on RWei7 and|lts potential, see Background Faper Ne. 3.

o 17 =~
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The utisl Reaction Sheet |
¥alle the form is mli’»e:%ﬂma.tow; several poinbts should de made
in suort of it. |
| dvery department of the &;ency hae experienced o steady incressa

in busiiess, volume of paper, }:»perati:amal activity, mmsber of repcrts,

i
y

numbe: of cable groups tmnsmi;ﬁ;teﬁ » eic., every year. There appsers to
be ¢ stealy annual growth of hf‘t.a'twesn 30 and 15%. It ia the result of
15 years of preparatory work mxm giving us, in volume 17 not in quality,
-nereasingly the product ve h.a?ce sought. On the other hend, we have
resched cur' pesk in manpaver.

Sconer or leter this carni’jﬁ fot will cease to be maxﬂély ennoying.
Mogt of us plead that we srs s; gvrloeded that we cennot teke on
another plzce of paper o me‘t:ittzr form. Todividuel compoassts strive
valiantly to improve tae efiﬁaeé ivenese of their use of manpower by
regu).ating themselves & iitile tatter io one respect or another, but
the paper °lcod does not c:‘u.mixqg sh.

The fact is thet oli elexdate i ths reporting business, from
procurament through analrsis, ére parts of a single wwla. Once the
most serious problems acing wnch of The componcats are viewed, no. as
their exclusive, individuel cua;a&m ut a8 sepects of s single lawe
prodvlem, then new solusiuna ofg 3 thenseives vhich may Lend to be
simpler and more effsciive. WQ refer to_"m 25X1A%a
Guiding of Intelligence KIOJJ.ae*&z len," Stulies in Tateliigence, Vol. 3.
No. 1, for other aspects of i,hi same {asne.

let ue have the coweags tq face tam anslyst -- to begin with

Sanitized - Approved For Relie'aé"é “CIA-RDP67-00896R000100150005-3
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vithin the Agency -~ with snother form. The payoff will be worth i4.
Three aspects ¢f the reporting bwroblem sre ecombined in it: those ¢f
appropriately limited éiesmini;i_un, of edequate ISC coding for leter
retrieval, anrl of & quick expx]zsicn of interest t0 assist the collector.
Only those anslysts should be esked to use the forz vhose "fegdback”

will be worth exploiting, l.e. p:ke spesiulists concerned with the sub-

,;ect matter reported; those regionsible Jor writing collection reqire-
ments; those whose work will sy’fer if information is nct edequately
retrievable for laqk of cobings It stardis to reason thet their cocpere-
tion will be quickly reverded Yy receipt of fewer reports which are of
no interest to them; by retriegu of filod materials they need in 1eseaxrch:
' by more direct and effective cgitact with the collectors, triggerel by
their respcnses on the IRS. ‘

The analyst bes nore Impofiant busiiese than to £1i1 in forna;
hence the form must be simple, kind easy Lo use and wail. We might
provide participating snslysts prith blavl forms, and pre-eddressed
envelopes containing identifyin; pre-purched f:ards » to make procesying
eusy st all stages.

Punched-card procesging off filled-in IRS forms should be used for
all reporting derived from 1t.| This willi sllow us to uss the form in
a single copy never requiring muouel sorhing and distritution. AlJ
derived products tske the form pf tellor-mede machine tabulations.

The form as 1t appests in [he sttachment, although finished ir

appecrance, 1s nerely & dreft for discussion and further refinemerd .

v 10 o
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Meedback for Coders

Bvery theoretical cliscua#ion of retrieval problems brings out the
_ ineviteble human 1limi:ations §a the coding process. For a recent review
of this problem, see ‘zul A. Rorel's article "On Processing Intelligence
Information,"” Studies in Intelligence, JYol. 3, No. 1.

Analysts in the Document :Mvisicn are not omniscient universal
geniuges; they are able to aaq}ign the apperently essential codes, but
they are bound to overiook, orf not to be aware of, angles under which
retrieval might in futu:e becdue essential. This is the primary criticism
of the present library ;;ystefn,i leveled at it by personnel using it. Tae

ﬁtelligence Xub,jec‘?; Ccu;e s pre;aent or revised, is a splendid instrument,
useful exactly to the pcint Ld whicl coc’ier’s properly foresee the Leadings
under vhich meteriel miy nesd ?j’co be racovered s but no further. |

Thg better and more widegr kncwn the Intelligence Subject Code, the
more it is directly ucad and dontributed to by experts in their verious
fields, the better the retriewl systam. The Initial Retction Sheet pro-
vides e simple method of contributing to the coding. This presumes that
the ISC codes originally assi@ed by document analyste =re availatle on
the report for review. Any srmplyst who receives a copy can take csre. of
his own interests beycnd the fnitis:l. cobiing by'adding gppropriate codes '
on the form.

Mechenically, the additiohial entries will be referred to the Docu-
nent Division in veekly tebulsjlons. These will cite the name of each

contributing analyst, the sddibional codes snch has proposed, and the

Sanitized - Approved For ReF a§e2:°CTA-RDP67-00896R000100150005-3
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raport nunxhers to which these ;ertain. They can appear in documen’: number
or ISC Code order, or any othet desired arrangemnt for discussion with
the proponents if this is maiéatea, and integration into the systam.
Once this feedback proces¢ has been underway for some time, and
analysts have become used to Lt it ie to be hoped that they will develop
such confidence in the sbil:.ty;of the library -- particularly as mechani-
zation provides increasingly r;}.mble snd rapid servize -- to retrieve
what they need, that they will be willing to dispense with the bulk of
their own paper holdings. 'witliﬁaut participation in the coding pro:ess,

this confidence, we believe, cf;nnot be sstablished.

.21 -
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Feedback for Disseminat a3

Beckground Pspere Nos. 1, 3 and 4, when read together, spell out
another cause of del.ys in proc¢ssing information reports to ithe uliimate
Agency user: The nethod, now 1B use, cf succeasive disseminstion tirough
organlizational channels, with : Jor distribution to the Office, froa there
to the Branch, .rom there to 131\:1&1:3.13. Bulk processing through several
steps is inherently inefficlent, whem seen 38 & whole, not oniy in terms
of time, bve also in terms of tie number of coples required which must be
based on extreme potential. need$, rother than specific known needs.

A ternatively, diwemina‘tiga might e achieved within the Agency,

frorm & central point directly «zﬁp individual snalysts, on the basis of
thelr specific requiraeneaie, ke*t up-te-date on a continuing basis, by a
feedbeck system suitable to mecl*mimti on.

Under such a systemn, diaaex%trmtion can take plé,c& by subjects coded

in the ISC, thus taking adventags of tke fact that reports moved by the

proposed reporting system wili larry pertinent codes on every copy. Coded

requirements, on the one hend, a;izd coded ceports on the other, are ¢ pre-
‘requisite for any attempt to me»:‘ senize the routine portion of the dissem-
ination process. (Unusual spot irequirements would be hendled outsice the
system. ) |

An analyst's Statenent of Hrquirements may be derivsd in the first

instance by tabulating hie 1espdnsze to Question 1 of the Initisl Resction

Sheet cver a period of came mon 8. The tabulstion would centein all the

1

reports he received, and their gubjJects in terms of the ISC Code.
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Document analysts could transhf;e tkils tabulation into & tentative State-

ment of Requirements, for refi pment in discussion with the analyst con-
cerned. This would yield the lmlyst's current Statement of Reguirements
on which disseminations to him Fﬂvfould be based. This in turn would be
kep® up-to-date byl the ccntinui%xg feedback of his reactions on the IRS.
The experiment in autcma.ti; dissemination now underwey in AFCIN-1

indicates that much edditional japer 1s pumped into the mill by the

straight-faced, undiscriminatin: machine. This is due to iagedequately

gpelled out reql.tix-ementa which Tre adequetely understood by trained K
analgsts » but cause hash by machine. A feedback system as propozed here --
properly used -- will tend to ‘: ve the aralyst and his supervisor direct
control over the volume of inf mation delivered to the "In" basket.

The supervisor is an mterjz'stud party inthis process because of his

: |
reasponsibility for & propar x«xorr load distribution to hils subordinates.

This, in practice, is & most dif: ficuit task; most Supervﬁ.sars carry their

own workloeds, snd 4o not ins;pe: t their subordinsates' "In" baskets at
regular intervals. Pased on ta¢ Initisl Reaction Sheet, supervisors may

receive every week, or nt any other convenient intervel, a tabulatiosn by

neme of their subordinete: of the reports they took in, and their reac-
tions to them. This is a tool '#hich migat lend itself very well to

proper workload distritution.

s
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Feedback for Collectors

The remaining material or #he form is intended to guide the ccllector.

It does not contain written evgluations, but provides for checking off

the ginplest and, under the cin tances, most useful elements of
guidance. A punched card syst ja will be developed to bring these ele-

ments to the rapid attenticn cof] fleld stetions and Headguarters desks and

Staffa concerned. The system bodies the essential facte of projects,

sources and reports, i.e. t;he serationel end Source Cover Sheet, the CB
report form, or its [Jequivaiett, Project Summary sheet, and 11sts of
Requirements and their nuzbers., Non-operationsl portions of these cards
will be reproduced for OCR for tabulntions of use to DD/I elements. Cn
the basis of this meterisl, and the (nitial Reaction Shect cards received
from QOCR, the Machine Preach in the TS will be in a position to distribute
such reports as the following al appropriate intervels:

1. To the field -'-25)(1)(?

25X1X1
tabuwiaticn of reports in field report

and cable number ¢rder, citing the CS number, the subdject,
and each Initial Feaction received to date; requirements
levied on the at:;ﬂion, citlng reports and IRS resctioas
pertinent to eechy a list of reports not digsseminated by
Headquartars, giviog brief reascus.

2. For the Beadquariers Sfanch -«

Copies]of the avove; in Source or CS number

order, a 1list of ¢ubstanding eveluations {from Question 7

Sanitized - Approved For Relgeas_g :.CIA-RDP67-00896R000100150005-3
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of the JRS) with

the nanes snd telephone numbers of the

a0alysts wvho praaised thenm.

{individuval.-

Copl
3. For the Reguirements

ier of cuastomer offices: & tebulation of
ted by the Branch, giving the nemes of
3t8 and thelr initial resctions.

3 of materials detailed below.

jpind Project Steffs -«

By R

them and Jpg

rejected Ly cus

of the IRG.

quiremeat Numbers: reports referenced to
{Reactions recsived.
a tabulstion of materials

omers ia response to Questions 2 through 6

While the wvalue of materials of this sort should he spparent -~ take,

for exsmple, the operantional Ysefidness of & guick reaction to Question 3 --

the limitations need to be pofated up as well.

The chiey intention is to

provide officimls concerned with e ceavenient handle by ivhich to investi-

gate a situntion. If Iritial

tlonal massage in the renewval

Reactions run adversely, tbis

Repcticns run consistently high on v low

cost source; Heedquarters pardonpel raad to spend little time on operse

wrocess. On the other hend, if Initilal

srovides an indication to the desk end the

Staff that the situation neadq to be looked into. The purpose of the

tebulation is not to allow re]

which is surfaced once t. year

actions to be drowvmed in the stack of paper

in the project renewal process, but %o pro-

vide a convenient method. for H#ie prompt closing of marginel operations

in the light of all pertinent

Tects.
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Effect on Subatantive Evaluatii&g_s_

The amount of bookkeeping% now undertaken in the CS to keep track

of individual projects end theﬁfﬂg.r reporting product iz very consider-

able. The scheme as outlined izere does not encompess the present
substantive eval_xmtion p'z:‘ocess; the importance of which 1s {n no way
affected by it. In present exi erience, more tham half of the rather
elgborate Form 39 are ,a'e'i,;umedﬁ; by customer analyste with check mer:s
only, and no substantive ccmme%cts whatsoever. By diverting these 3o
the IRS, and by freeing desk a.tcl Steff persobnzl of rouvine bookke P
ing chores, it ashould Le fmsi]%:lr- to spend more time in personal o
telephone contact with q_ualifi#d am.l; sts to obtain specific useful
cogments. |

One nowlt.y of this .=3(:hiz~rmw which is apt to meet with some apore-
hension in the €8, conuists o she direct, upiohibited two-way
cammunication between the rezc:iﬂiﬁnts of informetion end its producers.
An initial reaction to the pl’(@j!(‘.‘t is sent right back without intey-
vention et the Readquarters rlea This carries the risk that the
field may act independently on ,he feedbuck to stop or redirect a jro-
Ject, as the case may be, w:lthq%nt beinz so directed by the Headquarters
desk. There are two sides to 1# iis controversy: we would argue thet
the CS kave personnel ian the ﬂp‘ld 80 competent that we entru.at then
with the conduct of operstions xfhich soretimes carry considerable risk;
we czn rely on them to discrin;ii*li ate, Furthermore, the detk 1s in @
pogition repidly to edd ite cené:en‘?;s to the material comumnicated to

the field, since it receives a 'ft.opy sirmlteneously.
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qu-i--ﬁ-l-b

Under the impetus »f this i%zyaﬁm, 1: 18 to be hoped that sﬁbstemm
tive evalustions will b ,pm»:*eﬁ;.ed o the fleld with 8 speed
approximating that of the Initisl Rescticn system. They now take oxa
the order of six months to resci the field from the date of the orla-

inal report. They are often v&%uel,ess by that time. The reasons for

- these delays are for the mecst ptﬂ sechanical sad will be separately

investigated and dealt with.

&7
- -
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Reproduction Bottleneck ’

While the model system will use electrical trassmisslion §row [
;

ducer to consumer, for & small 4artian of CS production, tlis will nob
be the case for some time for # great bulk of it. Uitil slecsriced
transmission becomes the :uie, 1& shell have te contiaue tu rely on
mul@ilith-type reproducticn facﬁllties.

Although the reproduction qud dissemination procesgses are alzost
identical, Cable Secretariat re@roﬂu«es cabled reporis for di&ﬁcmihtﬂawu,
and Printing Services Divisicu §oea the same for pouched reports. 7he
reason is that the Cable Qecret&rlat has proved ite capal iiity for vpeed
in its tank and therefore hac o ‘rtained this responaib.lity.

We feel that the reproduction facilities of the Cabie Secretarias
are properly used for all 1&1:@1"1‘&«1 diss-:ﬁxd.natlon of incoming cabies. aad

for electrical transmission outaﬁde, but that a better cnpébility shoaid

be established by PSD for all r‘}orta not elecirically tiarsmiited io
customers under CS numbers -« ca%led pouched or Teletaped. This
facility, like the Cable Secretal &at would have to work sround the
clock and otherwise develop the ﬁame high degres of &fficlency. I onn
of our targets is to speed yp oui routine reporting scross tne bourd, it

would be counter-productive in the long run to proceaé a smail sector

efficiently, allowing all =lsge e lag.

f.- 29 -
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Assuming frvoreble concludgione from tke test, the issue of broadening

the system's applicstion will

be dcqu!’.red for this expension,

One of the weakest sspec ‘
Flexouriter. Some of the probl
Background Paper No. 10; others

and cause trouble for the typis

~.8¢. Should preseuti,v aveilsble eguipment
or should we wait for a better model?

of the system 1s its key element, the

8 ve have with 1t are described in |
gre inherent in itus mechanicel operation
.. The Office of Commnications, while

continuing its seaxch for bettel gadgets, should suricusly cousider par-

ticipating in the development

" improved devices of the Flexowriter

type: {.e. typewriters which mple it conveanient for a secretary to

produce a clear text tape -- or

of typing, for transmission az;xd
© Speed aside, as keylng and

approach would on the one hand

even an encrypted tape -- as 8 by-product
iater yprocessing, 1ﬁ.thw’c re-keying.
retyplng processes are eliminated, this

brfer incressed input volase for the

groving electrical communicatiops capacity developed by the Office of

Commnications, and on the othe;
Properly designed and px*étect-ed

to employ sacretaries/comrminica;

 offer significant manpower savings.
Flexowriter-type devices should ailow us

birs In the field with only moderately

increaged demands on traluing ap: skilis. #e have indicatioms that

satisfactory equipment will be gvailable in tha summer of 1961.

The cost of suck a system,
Three of the devices -- the min

while high, msy not be ouf of line.

Loum for one link -- are likely to cost

about &s much as one overseas sg:loyee in cae year.

{30 -
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Extenslon of 3yst:m to Other

The applicability of the sysg em to our work with other agencies
requires stud;s. It is our belie that pertinent parts of the hystem,
such as the Initi:l Reaction She ‘I .4 Should 1initielly be tested ine
side the Agen:y otly. BExteasion gight then be examined first of all
to those othe: ag:ncies, i.z. no ‘bly Alr Force, which use the‘ I8C.
Specific negotiations should bve c;;nducted &t the proper time with each
possibly inte:restzd agency; this . pproach may well lesd to ‘the develop~
ment of ‘diffes.'vent versioas of thei; Initiai Reaction Sheet for each.

This broadening ost, in turn, mi ﬁt make the ISC useful to more members

of the commin‘ty ind thus cause hem to rely more heevily cn the doce

umentation faciliiies provided by CIA.
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Conclusion
Implementation of sny ond system cen, of course; not be based on

generalities. Our stations bases have vastly differing needs for
comunications. There sre methods of speeding up conmnications other
than tape processing which will £ind their place in the vhole scheme.
The photographic page-at-a-t encrypting process explained in Back-
ground Paper No. 8 1s one of fhe most promising of these, and likely
to be useful for certain categories of stations and naterials.

The components concerned will have to engage in a contiouing
general study of vhat mode or modes of commnications will be best
suited to each point abroad, ¥ith the participation in each case of
personnel thoroughly acquainteéd with local conditions. , |

Meantime the test proposeéd here, if the Committee @mes that 1t
is worth trying, will serve t¢ focus the thinking of the participants
on specifics, and to surface their new ideas as well as their qualified

eriticisn, both, in the end, probably of equal value.
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